The main purpose of this paper is to report on the findings of a BEST-supported investigation into the pedagogic challenges faced by business and management educators. The views of those in the 'front line' of business and management education on the challenges they currently face were obtained by means of focus group discussions in six higher education institutions. The discussions were initiated using a technique known as pyramiding. From the evidence assembled by this means, three groups of challenges emerged. These related to: the motivation/expectations and diversity of students; the nature of the subject matter, and the extensive demands made by the need to keep up-to-date, balance theory and practice and ensure an integrated learning experience; the surroundings or context within which educators teach and provide learner support, at a time of increasing resource constraints and pressure to enhance the quality and effectiveness of delivery methods.
Introduction
These are challenging times for those engaged in the delivery of business and management courses in UK higher education (HE). In their teaching and support for learners, they face a multiplicity of challenges emanating from a variety of sources. It was the desire to investigate such challenges, by engaging directly with those in the front line of business and management education, that led to the Business Education Support Team (BEST)-supported project reported here (Ottewill & Macfarlane 2002) . To some extent, the project complemented that undertaken for BEST's landscaping report, Managing Better: UK Business Schools Today and Tomorrow: Issues and Challenges (2002) , which covered the issues and challenges facing the sector at the macro level. By focusing more sharply on the pedagogic challenges identified by business and management lecturers in HE, in the light of their everyday experiences, it sought to capture the authentic voice of those in the 'front line'.
Throughout this paper, the phrase 'pedagogic challenges' is used to describe situations that arise in the course of learning, teaching and assessment and associated requirements for professional development. Such challenges are affected by trends in the environment, both proximate and distant, within which learners are supported and assessed. Although the disciplinary focus is business and management, this has been interpreted broadly to include a range of subjects, such as accountancy, economics and languages, which contribute to courses in this field. In the sections that follow attention is given to the project methodology, key findings and the implications of these findings.
Project methodology
The principal component of the strategy for gathering data was the application of a focus group methodology in six institutions representative of different types of HE tradition, including a university college, a 1992 'new' university and a Russell group university, and of each of the component parts of the UK.
A total of 48 lecturers participated, the overwhelming majority of whom were employed in fulltime academic posts. Just over half (27) were males and (26) were in the age range 36 to 50. In terms of their teaching, there was a good mix of experience and just under half (22) had taught both undergraduates and postgraduates. While a small number of Heads of School and Professors participated, most (31) were senior lecturers or below. Efforts were made to ensure that participants were representative of the eclectic disciplinary base of business and management education. Altogether they were drawn from 18 different disciplinary and sub-disciplinary specialisms. The three best-represented areas were accounting and finance (11), marketing (8) and human resource management (6). Other areas of teaching included information systems, organisational behaviour, international business, public administration, corporate strategy, entrepreneurship, languages, skills development and quality management.
In conducting the focus groups, rather than using a completely open form of discussion throughout, a method known as 'snowballing' or 'pyramiding' was used to prepare the ground during the first part of the meeting (Gibbs 1992) . Participants were invited to identify up to five major challenges that they faced in providing support for learners. They were then paired and asked to negotiate a jointly agreed list of five major challenges. Pairs were then put together and asked to do the same. Once two separate groups of between 4 and 5 participants had reached broad agreement on a set of challenges, whole group discussion was initiated. Here the aims were to explore the meanings attached to the concepts and principles that underlay the challenges and to consider the extent to which they were considered 'special' to business and management.
The researchers acted as moderators. A full transcript was compiled on the basis of a tape recording and hand written notes. Analysis was aided by the structure of the pyramid activity, which helped to generate sets of pedagogic challenges suitable for aggregation between groups. A simple electronic 'cut-and-sort' (Bickman & Rog 1998) was used to identify commonalities in the subsequent discussions. Krueger's (1998) 'long table' approach was also used to pick out key categories and themes within the data.
To supplement the material obtained from the groups, an extensive literature review was undertaken. The focus of the review was journal articles dealing with educational challenges, but specifically from the perspective of business and management education. Bibliographic aids used for this purpose were the British Education Index, Education Research Abstracts, Contents Pages in Education and Educational Resources Information Centre. Searches were conducted using the keywords 'business+education' and 'management+ education' for the period 1993 to date. Articles that appeared to cover one or more challenges were consulted, with those having something significant to contribute being referenced at the appropriate place in the paper. Consideration was also given to secondary sources that assessed the impact of significant contextual forces, such as massification, in shaping the challenges faced by business and management educators (e.g. Booth et al 2000; Boyd & Halford 2001; De Vita 2001) .
Findings
Taking the challenges as a whole, three clusters emerged. These related to: the characteristics of the students; the subject matter or content of the business and management curriculum; the surroundings or context within which courses are delivered.
Challenges relating to students
Student motivation and attitudes towards study Student motivation was the challenge that preoccupied most focus group members. In articulating this challenge, what came through very strongly was the existence of an 'expectation gap'. As one focus group member commented:
We have got quite a gap between our expectations [as] staff and their [i.e. student] expectations… That is quite a challenge -bridging the gap.
Various aspects of the nature of the gap were clearly in evidence in the following remarks of tutors:
Students have this expectation: tell us what we need to do, we'll do it; we're busy people and we'll get on with the matter in hand if you give us enough direction. And that kind of detracts from the whole learning experience.
It really amazes me that few have actually read the business press. You'd think that would be a priority each week. …students expect a lot more I think from lecturers now than previously in terms of information and help.
I don't get asked, 'can you recommend me an article on this subject?' They ask, 'give me the exam questions.'
To an extent, contemporary student expectations need to be understood in the context of an emerging service-oriented culture in HE with the 'student-as-customer' (Scott 1999) . Most tutors, however, were resistant to students applying these service expectations to learning and teaching. They expected students to take responsibility for their own learning; to acquire the attributes of an independent learner; to develop the ability to think critically; to engage with the subject matter; and to prepare for, attend and participate in, teaching sessions. On many occasions these expectations were not met due, in part, to students failing to balance their studies with other priorities, in particular part-time work and socialising and this was regarded as having a seriously detrimental effect on their learning. Phrases such as learning being 'a necessary evil', reluctance to 'work outside the classroom' and 'poverty-stricken student body' were used by focus group members to emphasise the point.
These concerns echoed a comment made in the BEST landscaping report:
There is a widespread perception… [in HE] that students today, in Business, Management and Accountancy, present problems for their teachers beyond those that have always been present… there are problems of motivation… and practitioners see an urgent need for more… action on changing students' attitude to learning It was confirmed by many focus group members that, in their view, the primary motivations for studying business and management were extrinsic rather than intrinsic. Students were motivated more by job prospects and career considerations than, as one member put it, 'an inherent love of the subject'. Another suggested that many students were 'intellectually indifferent' to the content of the subjects they studied. Inevitably, this had implications for their attitude to learning, with many displaying the characteristics of 'surface' as opposed to 'deep' learners (Marton & Säljö 1976) . In other words, they adopted an instrumental approach, with their studies being something they endured rather than embraced (Ottewill 2003) . That said, as many participants indicated, within classes there are likely to be considerable differences between students in terms of their backgrounds as well as their attitudes and this, in itself, presented a formidable challenge.
Student diversity
The diversity of students relates to a number of characteristics. Not surprisingly, some focus group members drew attention to the varied ability range:
I always think of it in terms of a problem or challenge because you've got [students with] different abilities… you are teaching on the same course. But how can you make it challenging for those who are quite strong? And not lose the weaker ones?
Students with very diverse educational backgrounds makes it difficult to pitch the material.
Other specific sources of diversity highlighted by participants included ability in terms of basic skills such as numeracy and literacy, baseline knowledge of business practices and current affairs, the extent and nature of work experience, and learning styles.
Many suggested that such diversity is much greater than in the past due to the government policy of widening participation. Although the phrase 'mixed-ability teaching' was not explicitly used it was certainly implicit in the comments of a number of participants.
Another factor contributing to the diversity of the student body, particularly in a field like business and management, is the globalisation of HE, with opportunities for studying in the UK being attractive to many from overseas. Members of some focus groups, notably at institutions that recruit strongly from overseas, drew particular attention to the challenge of teaching a culturally diverse mix of students:
There is quite a wide mix of students from different cultural, educational, national backgrounds and they are especially uncomfortable working with others who are different when in groups.
Focus group members argued that students from south-east Asia, in particular, came to the UK with a fundamentally different attitude to learning shaped by a traditional, 'teacher knows best' mindset and, although capable of analysis, were often reluctant 'to express themselves as individuals'.
Underlying the challenge of diversity was the feeling on the part of some participants that the entrylevel knowledge base and competencies of students were falling. While this was often articulated in terms of diversity, there was undoubtedly a concern amongst some that the academic quality of students as a whole had declined, as the following two comments illustrate: …the lack of basic skills -the students coming in who aren't as good as they were ten years ago. I mean since GCSE Maths came in, we've had horrendous problems with quants which we never had.
Trying to encourage independent learning [is a challenge], when people are coming in with fewer and fewer qualifications, so less and less familiar with having to take responsibility for there own learning.
However, since there is always the danger of a 'golden age' syndrome, this worry has not been treated as a separate challenge. Rather it is seen as one of the difficulties involved in dealing with increasingly diverse groups of students. Nonetheless, it is certainly an aspect of learning and teaching that needs to be given due acknowledgement.
Challenges relating to subject matter
Keeping up-to-date Ensuring the relevance of what was taught by keeping up-to-date preoccupied many focus group participants:
[The world of business management is] constantly changing, you can name numerous companies and sectors that are changing so quickly, it's really difficult to stay up-to-date with contemporary [developments] It is particularly difficult to keep abreast of developments in a profession and to incorporate them into teaching programmes.
These comments clearly resonated with the observation of McKenzie and Swords that:
...business ...educators are faced with the mammoth challenge of remaining up-todate with the burgeoning quantity of potentially relevant information, whilst evaluating the quality of the new data against an increasingly complex web of known facts. (2000: 275) If business and management educators do not keep up-to-date then clearly their credibility with students, professional bodies and employers can be undermined. They also run the risk of losing ground in the competition with other providers, such as corporate universities and training organisations, with their 'highly relevant focus' (Boyd & Halford 2001: 252) . Many felt that, notwithstanding the difficulties involved, keeping abreast of current developments and avoiding illustrations and examples that are well past their 'sell-by date' should be a matter of professional pride.
Balancing theory and practice
Closely linked to the challenge of keeping up-todate was that of injecting a theoretical perspective into the student learning experience while, at the same time, maintaining a strong 'real world' focus. 'How to make… theory sexy and exciting' and 'bringing the real world into teaching and learning' were observations made by two focus group members in this respect. For others it was articulated in terms of the dichotomy between education and training:
So they [students] come here expecting training and what we try to give them is education and there's a really serious mismatch I think.
The business studies curriculum from my point of view has always been a strange one because you have these two things coexisting -you have training and you have what we would call education. And it varies… depending on the subject mattersome things are more vocational, practical and training orientated… than others.
Indeed, in one focus group, the discussion was broadened into a consideration of the nature and role of HE in general, and business and management in particular. Here the challenge was perceived as ensuring that more theoretical and contextual subjects did not get squeezed out of the curriculum by more practically-orientated subjects, with the former often being seen as expendable when curricula were being revised.
Such concerns reflect those expressed elsewhere (see, for example, Ottewill & Wall 2000) .
Because of the applied nature of business and management, it was generally agreed that theory for its own sake and/or a purely 'academic' approach had to be eschewed. Hence there is a need to secure an appropriate balance between theory and practice (and education and training). In pursuing this goal, educators have to avoid, on the one hand, teaching which is too theoretical to be of 'any worldly use' and, on the other, presenting students with a purely pragmatic or functional view of business and management. There is always the danger that either theory or practice will be prioritised at the expense of the other. For example, as long ago as the 1930s, business schools in the US were being criticised for emphasising 'technical routines, not systematized understanding, immediate utility rather than intellectual tradition' (Hendley 2000: 189) . Thus, both theory and practice have to inform curriculum design and delivery, with particular attention being given to ways in which the practical value of what is being taught is either transparent or fully explained to students. A related, but slightly different, aspect of balancing theory and practice and education and training was highlighted by some participants who saw this as applying not only to knowledge acquisition but also to skill development. With the increasing emphasis on equipping students at all levels in HE with the skills they need to survive and thrive in a business environment (Harvey et al 1997) , the challenge is to ensure that giving attention to practical skills like communication is not at the expense of academic skills such as critical thinking and effective utilisation of bibliographic aids. Notwithstanding the vocational orientation of business and management qualifications, both need to be addressed.
Overcoming compartmentalisation
The difficulties involved in keeping up-to-date and incorporating a 'real world' flavour into the curriculum are compounded by the multi-disciplinary and often compartmentalised character of business and management. As some participants indicated, blending such a diverse mix of subjects, methodologies, paradigms, academic discourses and perspectives on the nature of knowledge that comprise a typical business and management course/programme is a particular challenge.
Integration is more of a challenge because methodological and analytical bases are so different in business and management as compared to, say, history.
It is difficult to put across the integrative nature of management… to give students a rounded view.
As these comments indicate, achieving a 'seamless web' in the way that material is structured and presented is not easy. The joins often show.
In highlighting this challenge, members were revisiting concerns that have been expressed for many years. For example, in a broadsheet on sandwich education published by a policy research organisation in the 1970s the following critical comments of graduates in business studies were reported:
Another related problem… is that insufficient emphasis was given during their courses to the interrelationship between different subjects. Lecturers tended to be preoccupied with their own disciplines. Students were bewildered by a multiplicity of separate, apparently unrelated subjects. Many graduates argue that a broad general overview, illustrating how each subject fits into the whole and relates to the next is essential to an adequate understanding of the wide field covered by business studies courses. They feel, therefore, that… greater efforts should be made to coordinate and harmonise the teaching of different subjects. To this end, they suggest that there should be more cooperation and interchange of ideas, in the context of the planning of courses… [emphasis added] (Daniel & Pugh 1975: 47) Similar concerns were aired by Bain in the early 1990s:
Too much of their [i.e. business students] teaching and learning is compartmentalised into distinct disciplines. Students leave business schools thinking that there are accounting problems, finance problems, marketing problems, production problems and so on. What they find, however, are business problems which involve several of these functional areas and which require managers to manage the interfaces between them. (1992: 560) Thus, the challenge of overcoming compartmentalisation is by no means a new one. However, the fact that it preoccupied many participants suggests that more needs to be done to find appropriate ways of providing students with an integrated learning experience.
Matching teaching responsibilities with subject expertise Several participants expressed their frustration at the mismatch between their disciplinary background and their current teaching duties. Examples included an IT specialist teaching human resource management and an economic and social historian teaching business skills. As one participant commented ruefully: 'I keep up-todate with all of those… areas I shouldn't even be teaching.' Such situations can result in teaching being regarded as dysfunctional to the research direction and productivity of tutors.
Challenges Relating to Surroundings
Inadequate resources Not surprisingly, the view that HE is under-funded was expressed by many focus group members and underpinned their concerns about the adequacy of physical and human resources and the challenge of 'doing more with less'. Some participants felt that the lower funding band for business and management courses exacerbated an already difficult situation. In their opinion, the banding did not reflect accurately the contemporary needs of students.
Many drew attention to the problem of seeking to reconcile rising student expectations with declining resources. They wanted to do a good job but experienced what can best be described as 'role strain'. Resource constraints meant that lecturers were required to perform an ever-increasing number of roles, well beyond those of teacher and researcher, such as those of course administrator, peer mentor, technician and student guide. To cope, they had to 'cut corners' in some aspects of their work and felt very uneasy about doing so. A small number went further and argued that this undermined their professionalism. As one participant summed it up, 'you're spread very thin'.
For most, inadequate resources translated into a shortage of time for responding to the challenges associated with the subject matter of business and management and applying best pedagogic practice. As a result they were not able to provide the quality of learner support that they would have liked and that students deserved and, indeed, needed as a result of the widening participation agenda. One commented:
You need more resources to deal with less able students. You need to deal with them as individuals, as people. When you've got twenty-eight of them in a class of first year students which you see every other week for about two hours, the difficulty in relating to them, of getting them to think they are a special person, to adequately solve their problems and to look at them as individuals is impossible and that's vital to your teaching process.
Massification
While concerns regarding resources are always going to be a preoccupation in HE, massification has made this challenge more pressing (Scott 1995) . It has a resulted in a rapidly declining unit of resource, which has undermined the ability of educators to provide a 'personal' service for their students, thereby making them feel that they are not valued:
if they come here and we put them in huge classes, we don't learn their names, we see them once a fortnight, they don't feel that they're valued, they don't feel that we're valuing education.
From other contributions, it is possible to build up a picture of what participants saw as components of a 'personal service'. They include monitoring student progress, engaging with students (particularly during lectures and seminars/workshops), stimulating interest in the subject, providing specialist options, overseeing project work, keeping students' attention, creating and maintaining rapport with students on a one-to-one basis, and meeting individual needs.
Alongside the decline in resources, changes in the organisation of the academic year, in particular semesterisation, were perceived as having undermined still further the ability of educators to provide their students with a coherent and meaningful learning experience. In the words of one participant, classes seemed more like 'crammer sessions' than anything else. Thus, for some, the challenge was seen as one of finding ways of minimising the adverse consequences of these systemic trends.
Delivery methods
Perhaps surprisingly, only a few participants mentioned the impact of Communication and Information Technology (CIT) and how such developments could best be incorporated into pedagogic practice. While those who did so were mostly positive, one did liken CIT to a 'Trojan horse'. The fact that few participants mentioned CIT developments may be because many lecturers are taking it in their stride or because it is something that can still be ignored. Nonetheless, whatever the reasons, there is a need to support tutors in responding to the demands of an increasingly relevant feature of both academic and business life.
With respect to pedagogy in general, a number of specific aspects that can be regarded as challenges were mentioned. These included finding robust ways of involving students in making decisions on penalties for late work and assessment rules generally, ensuring that the learning environment is conducive to maximum effort, providing constructive feedback to individuals and groups, both summative and formative, and obtaining and responding to feedback from students and others.
Implications
To a considerable extent, the focus group findings confirm and strengthen points made in the literature. In seeking to provide their students with a rewarding learning experience, business and management educators must rise to a whole succession of challenges, but how distinctive are they and what do they imply for pedagogic practice in business and management?
Distinctiveness of challenges
On the question of whether the challenges are special to business and management, many focus group participants were somewhat diffident about expressing a view. There are a number of possible reasons for this. First, most participants were not really familiar with learning and teaching traditions and challenges in other subject areas, so were not in a position to make meaningful comparisons. Second, with business and management itself being a coalition of disciplines and subject areas there was some reluctance to make generalisations on which to base comparisons with non-business and management disciplines. Third, comparing and contrasting their experiences with those of colleagues in other disciplines was not something to which business and management tutors had given much thought and did not feel, perhaps, that it was a particularly pressing matter. Last, the primary concern of participants was with challenges in their own sphere of business and management and naturally they wanted to ensure that these received an adequate airing.
Where discussion was generated on the special nature of the challenges facing business and management educators, participants did not consider any of the challenges to be unique but felt that they often manifested themselves in a distinctive manner. For example, it was suggested that the contemporary nature of much of the business and management curriculum makes keeping up-to-date with what is happening in the world that much more challenging.
A few, often from non-traditional business and management backgrounds, such as public administration, felt that students were attracted to business courses for reasons which distinguished them from students on other courses, thereby contributing to the distinctiveness of the challenges faced in motivating them. As one participant commented:
I firmly believe that students who go into something like politics or sociology in other institutions would not be quite so materially oriented as our [business] students are. So I think to then say to these students who basically want to come in and learn a few quick techniques in how to run a small business and make a million before they're thirty you say you need to know about your [business] environment, the demographic changes and the political context… [is a real challenge].
This suggests that there are a variety of perspectives within the business and management educational community and that 'one size fits all' responses to the pedagogic challenges highlighted above may not be the most appropriate. Some degree of fine-tuning may well be needed.
Towards a distinctive business and management pedagogy?
Although there may be considerable overlap between disciplines, from the challenges reported in this paper it is possible to identify various principles that could serve to inform the development of a distinctive business and management peda-gogy and to guide front line tutors in the design of their learning, teaching and assessment strategies. In addressing the dominant challenge of student motivation, the principle of inspiration is of particular salience. Its adoption requires tutors to find ways of stimulating interest and overcoming a purely instrumental approach to learning and to recognise that education is as much an affective activity as a cerebral one (Ottewill 2003) . A second principle, that of justification, also addresses the challenge of student motivation and, to some extent, that of student diversity. This involves ensuring that priority is given to making students aware of the grounds for what, and how, they are being taught in terms of its vocational relevance, broadly defined, and its value for personal development. The challenge of student diversity also requires tutors to apply the principle of inclusion. In designing their learning, teaching and assessment strategies, they need to incorporate opportunities for all students to contribute regardless of their background and the resources that they bring to their studies.
In meeting the challenge of securing an appropriate balance between theory and practice, the principle of application is very much to the fore. This means, in essence, helping students to use theory to analyse and inform practice and vice versa and to heighten their awareness as to what they must do to evidence their ability in this respect. Clearly, in seeking to overcome compartmentalisation, the principle of integration is of key importance. While at one level this is a very obvious and common sense principle, as indicated earlier it has proved difficult to apply in practice, even though there are a range of approaches that can be adopted (Macfarlane & Ottewill 2001) .
For most of the challenges, an underlying principle is that of replication. Because of the nature of what they teach, business and management tutors, in particular, have a responsibility for creating and sustaining a learning environment in which 'messages' are constantly reinforced through the way that they behave and conduct themselves. In short, they need to serve as 'role models' for their students to the extent that, for example, they are intrinsically motivated, celebrate and value diversity and behave professionally (Ottewill 2001) .
While these principles are important, it has to be recognised that the extent to which, and the manner in which, they can be applied is likely to depend upon the degree of autonomy possessed by business and management educators. Here distinctions can be drawn between situations where they have some autonomy (e.g. with respect to inspiring students and using theory to inform practice) and those where they need to collaborate with colleagues in finding a way forward (e.g. in dealing with groups of students of mixed ability, securing a degree of integration within courses/programmes). Further distinctions can be made between those requiring managerial support in order to mitigate the adverse effects of organisational arrangements (e.g. semesterisation, estates policies) and resource allocation and to assist with the shaping of student expectations and those where educators face conflicting and/or excessive demands arising from sources external to the institution for which they work (e.g. professional bodies, Quality Assurance Agency for Higher Education, government). Thus, in seeking to shape a distinctive business and management pedagogy, failure to recognise and take account of these differences is likely to undermine the credibility of any proposed application of the pedagogic principles outlined earlier.
Conclusion
The pedagogic challenges highlighted in this paper are multifaceted. Whether they constitute a unique mix remains an open question. Arguably, similar concerns might emerge from similar research in certain other subject areas, especially in vocational fields. However, with business and management being at the forefront of the expansion of higher education during the 1980s and 1990s, particular attention should be given to the views reported here. They reflect the concerns of a cross-section of those in the front line and as such provide a picture, albeit a partial one, of the experiences of tutors as they seek to ensure a coherent, rewarding and personalised learning experience for their students.
The growth and diversity of the student body, allied with the relative decline of the unit of resource, has placed business and management educators under acute pressure to respond effectively to challenges that affect, to a greater or lesser extent, much of the sector. While there are no easy answers, it is suggested that the ongoing search for robust means of tackling them should be undertaken within a framework of principles. At the same time, in the provision of guidance and support, full account needs to taken of the varying degrees of autonomy possessed by business and management educators as they seek to grapple with the challenges that they face on a day-to-day basis. Regardless of whether this results in the emergence of a distinctive business and management pedagogy, it would at least demonstrate a commitment to the shaping of pedagogic thought and practice based on the realpolitik of front-line teaching.
